In 2003, the University of Hong Kong Libraries launched its inaugural Library Leadership Institute. This residential leadership and management training experience is aimed at providing library directors and senior librarians from research libraries in the East Asia region with the unique opportunity to develop new skills in the volatile area of innovative management and leadership in the information sector.
• The background to creating and delivering such an Institute; • The identified needs for such training;
• An overview of how the Institute operates including the philosophy and techniques adopted including the use of practical/reallife experiences, case studies, high level participation, teamwork, problem solving, group and individual presentations and specialist international facilitators; • An overview of the changing needs of participants attending such an Institute; • The experience of participants attending the four Institutes; and • An analysis of the degree of success of the Institute with a review of survey results of past participants' views on the practical leadership, management and innovation skills gained by them.
Introduction
The range and complexity of challenges facing libraries and librarians today are unprecedented. Certainly the proliferation of information technologies has made a significant impact on libraries in the way they deliver their services and content as well as the format of that very content as most libraries move towards digital collections or at the very least hybrid print and digital collections. In this environment there is also growing expectations of users for quality, accuracy and immediate responsiveness to their needs.
In Hong Kong, and indeed in many other parts of the world, funding for academic libraries has been reduced or flattened in response to the economic downturn that was experienced in recent years. In China however, just the opposite has been the situation during the past five years with several large new academic library buildings being dedicated annually. Within this volatile climate the need for strong leadership is essential and librarians "need to be quick, nimble, flexible and able to deal with constant ambiguity in an ever-changing environment" [1] . The ability to do this does not necessarily come naturally to librarians nor, for that matter, to any other professional group. Many library courses today include subjects dealing with issues such as leadership and organisational change (for example the Master of Science in Library and Information Management (MSc [LIM] ) course at the University of Hong Kong includes subjects such as leading and managing in the workplace and professional development and change) but the introduction of such subjects is a fairly recent phenomenon.
A Leadership Institute for Asian Librarians
While leadership institutes for librarians are common, these are largely concentrated in the United States and to a lesser extent in other countries. In fact in their 2004 article on library leadership training programs, Mason and Wetherbee [2] provide a comprehensive listing of such programs available to librarians worldwide and note that "the majority are located in the United States, but one exists in Australia and another in Canada" [3] . In recognising the dynamic and unpredictable world that today's librarians operate within, leadership skills for these librarians becomes a necessity rather than a luxury. This need is no less critical in Asia than it is in these other countries where such institutes are available. 
Institute Operations
In order for participants to gain a complete experience and in order to facilitate networking and collaborative opportunities, it was determined that the Institute should be multi-day and residential in nature. Also, in order to ensure focused attention from facilitators, the number of participants is kept at an optimal number of around forty. Other techniques that were adopted included the use of practical/real-life experiences, case studies, high level participation, teamwork, problem solving, group and individual presentations and specialist international facilitators. The emphasis of the Institute was intended to be on examining leadership styles, self-discovery and analysis and development of skills. During each session, participants work in their assigned teams. Facilitators deliver information about the designated topic.
Teamwork
Participants are encouraged to interact with facilitators, pose questions, debate issues as well as raise personal experiences relevant to the topic at hand. Upon completion of the formal part of each session, the facilitator provides a problem that enables participants to work in their teams to develop a solution based on the knowledge they have gained from the facilitator as well as drawing on their own expertise. At the session conclusion, each team will give a brief presentation on their findings. Typically each session lasts one hour or, for more complex concepts, two hours.
The Institute also provides opportunities for social engagement with participants enjoying communal meals (breakfasts, lunches and dinners) as well as visits to local cultural sights and/or entertainment. These social events have proven crucial in cementing partnerships, friendships and furthering the opportunity for library leaders to share views, problems and expertise.
The Case Study
An essential component of the Institute, and one that participants find highly rewarding and relevant, is the aforementioned case study. At the beginning of day one, the participants are provided with a detailed case study problem. In their teams, they are asked to develop a solution using their own knowledge as well as insights gained from the Institute. On the last day of the Institute the teams present their solutions to the other participants and the facilitators. During the Institute two to three hours are allocated as "case study time" but rarely do participants complete the task in this time making it necessary for them to work together outside of formal, allocated session time.
Facilitators and their Role
As mentioned above, facilitators present discussion topics and encourage strong interaction followed by practical exercises that encourage further discussion and teamwork. Each Institute has had one principal facilitator, with the exception of the 2003 Institute when we had two. In addition to these we use other facilitators to deliver topics that are their special interests and in which they generally have considerable expertise. All principal facilitators have hailed from the United States and all have been at the forefront of library leadership in their respective areas of expertise. Over the years, additional facilitators have come from the PRC (3), Hong Kong (2), Macau (1) and Singapore (1) enabling a truly diverse Asian perspective. In addition to presenting and facilitating formal sessions, facilitators act as mentors during the Institute by participating in all social activities and offering advice and exchanging views in a less formal setting.
The facilitators who have participated in the Institute are detailed in Table 1 . 
POSITION

Financial Support, Scholarships and CoSponsors
From the beginning we recognised that, if the Institute was to be a success, our own library would have to be willing to commit its own resources to the enterprise.
Yet, since the majority of the participants would not be our own staff, we decided to make it as self-supporting as possible and to make up the rest through the generous support of publishers and vendors from throughout the region who share the goal of developing Asia's libraries and librarians. These supporters [6] have assisted by providing funds that help to minimise the cost of the Institute and to contribute to its success. Additionally, sponsorship funds have been used to provide partial scholarships for participants whose institutions' professional development budgets are less generous than others and who are therefore in greater need of financial assistance in order to attend the Institute. 
Participants' Profiles
As the Institute's focus is aimed at librarians from the East Asia region, the majority of participants work in the region. Table 2 Breakdown of Participants by Region While the Institute was originally aimed at library directors, deputy directors and senior librarians, the applications received over the four years highlight that there is a need to extend this target group. Table 3 provides a breakdown of the seniority level of participants over the four years. While the degree of seniority is broader than anticipated, experience has shown that this range has provided an even greater diversity of perspectives than was originally expected. 
Challenges Facing Today's (and Tomorrow's) Library Leaders
In order to better tailor the Institute to participants' identified needs, as part of the registration process for the 2006 Institute we started requesting applicants to identify the top three challenges facing them in their current work environment. While some of the identified challenges were specific to some of the particular institutions at which applicants work, there were also many recurring and common themes. The major categories of challenges identified by participants in their application forms can be seen in While many participants' identified challenges were easily classifiable, these classifications do not provide adequate justice to some of the descriptions of the challenges. Again, it should be noted that social and economic environments of the countries from which participants originate vary significantly. China's economy has been expanding at breakneck speed while Hong Kong was negatively affected by the unstable world economy.
The following represent a few challenges identified by participants and are provided here to enable a greater understanding of the complexity of some of the identified challenges.
• Strive to meet increasing demands of a growing student population and increased research projects under severe manpower and financial constraints and price increases. These demands include expanding scholarly information and electronic resources, improving our reference and access services, exploring collaborative programs between libraries, etc.
• Budgeting: Increasing costs of e-resources:
allocate library budgets tactfully to meet the ever increasing costs in e-resources under tight budgets; redefine the new role of professional and para-professional staff under organisational change of "do more with less".
• The dynamic nature of digital materials provides challenge. As databases add new titles & exclude some titles, the information is not always immediately available or even ever available. To guarantee timely information for changes in resources, communication with database providers seems to be very important. We also need to make decisions in time management and project management to be cost-effective. Effective digital resource management also requires cooperation within an individual library, e.g. among library teams such as technical services sections and public services sections.
• Apply latest information technologies and upgrade our service infrastructure to better support user networked information access and library operations under the fast changing technological environment and tight library budget. Boost staff morale under limited promotion opportunities and a further reduction in library staffing due to job freeze on most vacancies.
• The uncertainties of government funding and human resources policy in tertiary section have caused latent psychological frustration among staff. However, it seems to be a norm for all organisations following a trend of "doing more with less". How can a library leader lead his team in such adverse context and manage to get result?
At the beginning of the Institute, participants were provided with a copy of the challenges they had submitted. Every participant was also given a consolidated but anonymous version of the challenges in order to gain a broader perspective of the range of issues that were challenging their coparticipants. Some of the responses to these questions reflect a refreshing enthusiasm that was less apparent in their identified challenges. Some of those provided include:
Overcoming these Challenges
• I will help the staff to have a proper concept and perception of "doing more with less." Staff are not independent from the adverse context faced by the library. Understanding and cooperation are needed from staff. Frequent briefing should be given to the staff and encourage them to streamline or re-design their daily work.
• My Library will partner with other cultural units (i.e. gallery, museum, etc.) or student service units (i.e. Student Administration Office, Health Centre etc.) to develop into a cultural hub or information hub of the institution. Thus, the access number of the patron could be maintained. And they could have a change of their concept that only books are available in the library.
• I have learnt about opportunities other than fundraising to deal with our budget strain like collaboration, making use of new services and technology provided by other parties.
• I will build networks with other librarians from other institutions so that it will be much easier to collaborate or share the resources that are not physically available in my library.
• Before this Institute, I didn't know how to manage a project. I have wasted much time in a lot of useless things. Now I know how to use my time and energy more efficiently.
• My library will adopt a management style which takes into consideration humanity. We will create good working relationships among staff and offer awards or encouragement.
• My Library should provide a platform for users to share 'stuff', as an IT hub for exchanging, sharing and retrieving information. Moreover, the library should encourage users to make use of the platform. User education is required too.
Institute Evaluation
At the end of every Institute participants are asked to provide feedback on their experience at the Institute. Table 5 shows the average scores given by participants for the two questions concerning their satisfaction with the way the event was conducted and the overall usefulness of the event. As a best possible score is 10, it can be gleaned that the Institute has been very well received and is deemed to be highly useful. Table 5 Average Evaluation Scores for the Four Institutes.
In addition to providing a score out of 10 for a range of aspects relating to the Institute (the other areas they score include logistical matters such as venue and food), participants are asked to write a short statement about the impact of the experience on them personally and/or professionally. A selection of responses over the years follows.
2003
• I must say that I am very fortunate to be here. It is very stimulating and interesting. I learnt a lot. The chance to interact and share with other leaders is also very rewarding.
• It is a good chance for me to step back and look at myself, and to share experiences with library management in Hong Kong, Taiwan and China. It really is a good experience for my career life.
• The impact will be fairly significant. I will be able to share the experience with other attendees in the future. Also, I will use several techniques myself and I will remind my boss of these techniques.
• The Institute has confirmed that communications is the key to successful leadership and provided a variety of tools, skills, and techniques to help me. I hope by adopting these skills appropriately, I shall become a more effective manager and a better person overall.
• It has made me much more aware of my own position as a leader and the responsibilities inherent in that role. I can take away from this workshop what I have learned, build on by further exploring the topics introduced and refer to them in my working situation in a practical way.
• I agree that the time involved is huge but the benefits are great. As a manager absorbed in daily work, I tend to forget some important ways and concepts in management. Taking a break by learning things new and recapturing old ideas. I believe that I am in a better position to evaluate the requirement of different jobs/staff, design alternative strategies and implement the solutions. More important the achievement honor and reward should be to the whole team.
• As China is in the process of rapid change, the Institute must be useful and relevant to colleagues in China.
2004
• The issues covered were very relevant and will help me very much in my work. I also made many new friends and learnt a lot about libraries in China, HK and Taiwan.
• A good occasion for self-refreshment and self-improvement. An excellent opportunity to know people from different areas.
• I have acquired new knowledge and skills in managing change, and of course, made a lot of new friends.
• Gave me greater understanding of how HK & China & Taiwan colleagues think and tackle common problems; Gratifying to know that librarians everywhere are open about sharing.
• It has been a valuable experience to work with colleagues from different cities with different library background; Gain acquaintance with local and Mainland and overseas librarians; get to know latest development of libraries and IT.
• As a leader of a library, I must know how to balance my power and democracy. I will be a more facilitating leader.
2005
• • It's a good career development activity. For mainland librarians it's a pretty new experience in terms of group discussion, case study.
• It gives me a chance to think about the future of the library and how we librarians should prepare for it.
• It helped me by introducing new information & ideas & reinforcing old knowledge. I appreciated the opportunity to meet and work with other librarians from HK, Taiwan, China & other places in the region.
• The Institute provides an excellent wake-up call for librarians about their future work environment.
• 
2006
• Provided an opportunity of communication to librarians from different districts; got to know a lot of new friends; discussed some problems which all are interested in.
• Excellent! I've learned a lot. The speaker explains complicate concepts in a simple and easy understanding way, and the examples apply very much to our daily work.
• As an administrative person working in a fast-developing university library, it is good to have a chance to sit down to listen to the experts to talk about the new development of the libraries and new ideas in management; group study provokes thinking and helps to make us think more thoroughly.
• This Institute helps me in choosing/deciding our library direction and how can I work it out to ensure that the library and librarians are still relevant to the institution in future.
• This Institute inspires me to think about the future of libraries and what we should do to face it.
• Other librarians and heads of departments in our library will be able to share the achievement of this institute.
• Most of the time in the past, I would listen only, but wouldn't express my own opinions. In this institute, I learned from my team member of Hong Kong to express ideas openly.
Issues and Lessons Learned
Through organising an Institute such as this, there have been several issues that have been identified that have caused us to reconsider the content, the structure and the delivery methods adopted. Evaluating participants' experiences and feedback have led us to make changes from year to year. As an example, and as mentioned previously, there is a greater and increasing emphasis on technology related issues. There is no indication that this trend will abate.
Language
As may be expected from a culturally diverse group of participants there are issues relating to language and comprehension. As all of the principal facilitators have come from the United States there have been some problems with understanding from some attendees. This has been evident in terms of language but particularly in terms of metaphors and jargon that have been difficult to translate into local and diverse cultures. Facilitators are obviously instructed to avoid such usage but this is not always possible when it becomes necessary to explain complex management and technical issues. Attempts have been made at translations including both oral and written summaries. While this has had some success, the English language capabilities of participants is so varied that it is sufficient for some, unnecessary for others and totally inadequate for others. Despite warnings that English is the medium of instruction, participants with variable skills in English continue to attend the Institute. As the Institute evolves, the need for a greater degree of translation will be assessed including the possibility of fully bilingual presentations.
Matching Content to Identified Challenges
With the 2006 introduction of asking applicants to identify their top three challenges, we were able to prepare an Institute that would better address their immediate needs. While the theory behind this is sound, there appears to be greater potential for better mapping the Institute content to the identified challenges. This, however, would require applicants to identify and submit their challenges well in advance of the Institute, thereby allowing the organisers and facilitators to develop a better tailored and more relevant Institute.
Diverse Range of Management Levels
As previously noted the range of management levels of participants is more diverse than was originally anticipated. As the Institute continues to expand and develop, and if it draws a greater degree of diversity in management responsibility and ability, it will become increasingly difficult for facilitators to deliver content that is suitable to all of the attending participants. In future years it may be necessary to develop two Institutes with one focused purely on leadership and the other with a stronger tendency towards management related issues.
The Future
The enthusiastic responses to the four Institutes demonstrate the value that participants derive from attending. Continued, annual Institutes for the foreseeable future are certain to continue to attract high calibre applicants and it is our intention to continue with them. As mentioned above in Issues and Lessons Learned, some changes may be necessary. In addition to those, there are some directions that the Institute will follow in the coming years.
Expanding Cultural Diversity
As is evident from Table 1 , the majority of participants are from Hong Kong and secondly from the PRC. Other regions are less well represented and some places where we did expect applications have had zero representation at all. Most noticeable among these are Japan and Korea, and it is our intention to continue to encourage library leaders from those countries to apply.
Similarly, participation from South East Asian countries has been limited and we believe that there is greater scope for expanding in that region as well.
Including Other Information Workers
As the role of the librarian continues to evolve in this information age, there are greater synergies that can be examined between librarians and other information workers. In particular, in universities there are many information workers including technologists, knowledge managers and specialists in institutional information management units. Bringing representatives from these groups together with librarians could serve to foster broader collaborative partnerships.
Consolidating Identified Challenges and How the Institute Has Helped Participants
We intend to continue to request applicants to define their major challenges and to respond, following the Institute, on how the Institute has helped them to address these challenges. We will consolidate these challenges and responses into a publication after a few years of collection with the hope that the publication will help other librarians facing similar challenges.
Following up on Past Participants
In order to determine the longer term benefits gained by past participants we will continue to maintain contact with them and to survey them on how their attendance at the Institute has helped them in their careers.
Conclusion
The breadth and depth of applications received from librarians in the East Asia region for participation at the University of Hong Kong Libraries Leadership Institute suggest that there is a need for such an Institute in the region. When we consider the evaluations and feedback received from participants of the Institute in the context of the two primary objectives of the Institute, we can discern that participants find the Institutes successful. The determination of longer term usefulness, however, may require further and more detailed investigation.
